Key account management (KAM) is one of the contemporary ways of maintaining enhanced relationships with strategic business customers named as 'key accounts'. It helps to build a strategic relationship particularly in businessto-business marketing. But 'what factors determine KAM effectiveness' is not much investigated. So, this study aims to address the determinants of key account management effectiveness in the context of Ethio Telecom. A conceptual model of factors that affect KAM effectiveness was developed and hypothesized. The hypotheses were tested with data collected from key account department of Ethio Telecom using structural equation modeling. The findings of this study show that from the postulated seven determinants of KAM effectiveness (strategy, solution, people, management, screening, government, and culture), the three (solution, management, and screening) were found significant determinants. The scope of the study is limited to a single telecom operator company in Ethiopia and analyzed from the perspective of the supplier. The findings provide the empirical application of the KAM model theorized by Zupancic (2008) by incorporating two additional external factors proposed to determine KAM effectiveness. The study contributes to the improvement of KAM implementation in Ethio Telecom particularly.
Introduction
These days the business endeavor has called for enhanced relationship between suppliers and customers. Companies are paying their efforts on treating their customers. Key account management is one mechanism of treating strategic business customers called 'key accounts'. According to Millman and Wilson (1995, p.9) , these are customers in a business-to-business market identified by a selling company based on their strategic importance. They are most important customers with whom it is crucial to develop and maintain an added value relationship.
KAM is a customer oriented approach in the modern relationship marketing arena that focuses on the supplier's major customers (Ojasalo, 2000) . It is an important marketing strategy to identify, select, analyze and manage the most important corporate customers of a company (Zupancic 2008) . So it is basically designed to serve customers by discriminating among themselves in terms of their strategic importance and profitability (Millman and Wilson, 1995) . According to Jobber and Lancaster (2009) , the discrimination may take the form of special pricing, customization of products, provision of special services, customization of services, and information sharing. Macdonald and Woodburn (2007) also pointed that, some kind of differentiation is obligatory for key customers.
KAM helps to understand the characteristics and needs of key customers so as to serve as well as optimize the relationship. It plays a strategic role in building close relationships between supplier and customer organizations that add superior value to the customer's as well as to the supplier's business (Macdonald and Woodburn, 2007) . Accordingly, KAM has become a common practice in business-to-business interaction in most of the companies of the developed countries. It has attracted growing attention from both academics and sales and marketing practitioners Determinants of Key Account Management Effectiveness EJBE Vol. 5 No. 1/2015 Page 125 in recent years (Baddar and Brennan, 2009 ). According to Zupancic (2008) , the idea of KAM is more than 30 years old and the degree of professionalization both in research and practice has risen over time.
However, according to Baddar and Brennan (2009) , the concept is still relatively immature among companies of the developing countries and the term is used to refer to too many customers who have no actual strategic significance to the companies. Such difficulty is observed due to the prevalence of the knowledge gap and lack of experiences in the area. Although there are no researches in Ethio Telecom in this case, the company may not be exceptional from these problems.
In addition to this, the adoption of KAM frameworks and models for the improvement of KAM effectiveness is also poor. In Ethio Telecom, no applicable KAM framework is adopted. The factors that determine the effectiveness of KAM are not identified. This may probably hurt the relationships of the company and the key accounts. Due to this, its performance and profitability may be affected negatively.
As Workman et al. (2003) pointed out, KAM effectiveness has a direct effect on performance (which includes achieving customer satisfaction and providing value for customers) in the market that then leads to profitability.
Different researchers have identified determinants of KAM effectiveness that are proposed to improve KAM implementation effectiveness. The two models which are developed by Zupancic (2008) and Workman and Homburg and Jensen (2003,) are particularly substantial to mention. The former identified five determinants while the latter identified four formal determinants of KAM effectiveness.
Both of these models essentially focused on internal/organizational factors. But external factors are also likely t o affect the success of KAM. Therefore, this study aimed at examining the determinants of KAM effectiveness in the context of Ethio Telecom based on those models; but by considering the external factors. The case study company introduced KAM approach with the consultation of France Telecom recently (in 2010) , and this research may represent a benchmark study of KAM implementation.
Literature Review
Zupancic had developed five dimensions of KAM: strategy, solution, people, management and screening. In his framework, 'strategy' encompasses the activity of analyzing the information about the key accounts and competitors serving the same key account and then realizing the strategy of how the company should serve the key account.
'Solution' involves analyzing the special needs of the key accounts concerning the range of products and services, the current products and services being delivered to them, and then realizing a customized and/or an innovative solution (products and services) to add value and to realize the chosen strategy people deal with the skills, personal development programs, career-paths of the personnel.
According to Zupancic, 'people' deal with the skills, personal development programs, career-paths of the personnel. 'Management' deals with the analysis of the current way of working with key accounts, leadership approach with the people involved in KAM, and the realization of processes to serve key accounts. Screening deals with KAM effectiveness measuring systems, knowledge management, KAM effectiveness supporting tools, and flow of information. 
Determinants of Key Account Management Effectiveness
As depicted in the figure above, Zupancic formulated his framework based on operational and corporate KAM approach. This is similar to Ojasolo's study who concluded that successful KAM requires appropriate handling at both the organizational and the individual levels Ojasalo (2001, p. 199 ).
In the figure, each 
Conceptual Framework
This study uses the combination of the models constructed by Zupancic (2008) and Workman et al. (2003) . Except the two extended variables (government and cultural influences) developed to consider external factors and to customize the model in the context of Ethio Telecom, all the other dimensions (the exogenous variables) are adopted from Zupancic.
'KAM effectiveness', which is the endogenous variable, is taken from Workman et al. (2003) .
These models were supported by other researchers. Zupancic's model, for Zupancic (2008, p.329) argues that the better a company fulfills each of the elements, the better the performance of its KAM program. This study preferred to use 'KAM effectiveness' instead of 'KAM performance' as the former is widely used in KAM literature such as by Workman et al. (2003) .
It is also a well defined concept in KAM. So Zupancic's argument will be tested by taking his dimensions as the determinants of KAM effectiveness, as it has not yet been tested empirically. Accordingly, the following modified model as well as hypotheses were formulated to test the applicability of the framework. 
Hypothesized Determinants of KAM

A. Strategy
Strategy refers to the specific choices a business will make to achieve a desired outcome, Kruger (2011, p.21) . So KAM strategy is the means by which suppliers' objectives on KAM are achieved. In Zupancic's model, strategy covers both specific strategies for the selected key accounts and the strategies which focus on KAM within the overall corporate strategy. Key account management requires suppliers to deliver customized, innovative strategies to customers (Macdonald and Woodburn 2007).
Kruger (2011) pointed out that strategy to invest in the business's own competencies, accounts knowledge and relationships with them is believed to determine KAM effectiveness.
In a nutshell, corporate KAM strategic plan, customized and/or innovative 
B. Solutions
The dimension of 'solution' starts with the clear understanding of customer needs and product requirements and then offering of customized solutions and innovations (Zupancic, 2008 and Kruger, 2011) . According to Zupancic (2008: p.327) , solution is the process of analyzing the special needs of the key accounts concerning the own range of products and services, the current products and services being delivered to them, and then realizing a customized and/or an innovative solution (products and services ) to add value and to realize the chosen strategy.
Customers require business solutions (offers) that can be applicable, appropriate and affordable. According to Baddar and Brennan (2009) , the job of the KAM is to solve all the customer's problems, to act as a consultant not as a sales person, to create the need for the customer, to propose to the client business ideas that represent business solutions.
Genuine KAM reaches deep inside a company to come up with the kind of breadth of offer and innovation that these key accounts seek (McDonalds and Woodburn, 2007, p. 28) . Therefore, the higher the capacity of a supplier to deliver solutions and treatments, the more successful will be the KAM approaches.
H2. Solution positively and significantly determines KAM effectiveness.
C. People In Zupancic's model people deal with the skills, personal development programs, and career paths of the personnel. It defines the people's requirements to service the key account which includes the competency requirements, selection, training requirements and the view of management on the importance of key account people within the organization (Zupancic, 2008 and Kruger, 2011) . The 'people' in KAM units consist of the key account management team that includes the key account manager and the sales executives.
As cited by Badder and Brennan (2009), McDonalds & Rogers (1998: p. 120) provide a profile of the skills and qualities of the ideal account manager that fulfill the expectations of both the selling and buying companies. These skills and qualities are divided into four categories: personal qualities; subject knowledge; thinking skills; and managerial skills.
Therefore, the personal skill of the personnel (key account manager and sales executives and other players in KAM unit); product knowledge; compensation, benefit, and carrier path programs of the company; competency requirements, recruitment and selection process; and trainings determine KAM effectiveness. And it is hypothesized as:
H3. People positively and significantly determine KAM effectiveness.
D. Management
Management includes aspects like structure, processes and coordination (Zupancic, 2008; Millman and Wilson, 1999) . In his framework, Zupancic defined it as the analysis of the current way of working with key accounts, leadership approach with the people involved in KAM, and the realization of processes to serve key accounts. According to Kruger (2011) , it involves the processes required to manage key accounts, the internal coordination of resources, the formalizing of structures and remuneration policies for key account personnel.
So, key account management units should receive sufficient support from top level management (Brady, 2004,) . Workman et al. (2003) also found that the relationship between top management involvement and KAM effectiveness is significant. Top executives need to be also committed to the management of the firm's most strategic customers (Guesalaga, 2007: p.5 ).
Generally, senior managements' involvement, support, commitment, leadership approach, ability to motivate staffs, ability to allocate and coordinate resources, formalization of organizational structure, processes, and relationship with key accounts affects KAM effectiveness. On the basis of this logic, it can be hypothesized as:
H4. Management positively and significantly determines KAM effectiveness.
E. Screening
Screening deals with KAM effectiveness measuring systems, knowledge management, KAM effectiveness supporting tools, and flow of information.
According to Kruger (2011) , screening involves the processes and system requirements to measure KAM progress, protection of knowledge and reporting systems.
Thus, standard key accounts selection criteria, KAM profitability measurement systems, key accounts' satisfaction measurement systems, key accounts' performance assessment, existence of supporting tools, and the means of information flow determines KAM effectiveness. On the basis of these considerations, the below hypothesis is postulated.
H5. Screening positively and significantly determines KAM effectiveness.
Modified Determinants of KAM
KAM is not only influenced by the above listed internal or organizational factors. But also by external or environmental factors (Homburg et al., organizational factors and KAM effectiveness. These include competitors, government, culture, technology, and the economy (Ihsan, 201: p.80) .
In this study government and cultural influences are proposed to affect the link between organizational factors and KAM effectiveness. Other factors such as competition, technology and economic factors are excluded intentionally, thinking that their effect is insignificant.
F. Government
The impact of government influence on KAM effectiveness may be important to be studied along with the organizational factors. As a governmentally owned company, the influence of government on Ethio
Telecom's KAM implementation may be significant. Government may intervene in each activity of the company for its different motive and KAM will not be exceptional. Government as a powerful customer, its interest and regulations on KAM approach are considered to determine KAM effectiveness. Understanding this, it is possible to hypothesize the following:
H6. Government indirectly and significantly determines KAM effectiveness.
G. Culture
The second environmental factor posited to moderate the relationship between organizational factors and KAM effectiveness is 'culture'. The culture of the customers: such as business (marketing) knowledge, values and attitudes, manners and customs, material elements, education and social institutions can affect KAM implementation. So these elements may have a major impact on a number of key account management related issues, including how relationships start and develop, buyer-seller interactions, business networks, business negotiations, buying-decision processes in the buyer's organizations, selling styles, personal and institutional credibility, and sales force management (Ihsan, 2011: p.80 ). On the basis of this logic, it is hypothesized as:
H7. Culture indirectly and significantly determines KAM effectiveness.
Research Design
Structured survey questionnaire was designed to collect objective data using Likert scales with five anchors ranging from 'strongly disagree' to 'strongly agree'. With this method the empirical application of the conceptual model of KAM effectiveness was tested hypothetically taking the case of Ethio The second part is the structured questions designed to measure each dimension and the dependent variable. The structured questionnaire items were adopted and developed based on the definitions given in the literatures by Zupancic (2008) , Jones (2000) , Irving (1995), Workman et al. (2003) , Kruger (2011) , Gounaries and Tzempeikos (2012) and Macdonald and Woodburn (2007) . These items were designed to explain each of the independent variables (strategy, solution, people, management, screening, government influences and socio-cultural influences) and the dependent variable (KAM effectiveness). Except the items for the dependent variable, which were totally adopted from Irving (1995) , all other items of the independent variables were developed based on the definitions and explanations given by the above mentioned researchers.
Totally 49 items were developed to describe both the independent and dependent variables with five-point Likert scale (1= strongly disagree to 5= strongly agree) to prove each hypothesis. With this, the first three research questions will be addressed. The ultimate goal of the structured questions is to get objective literature based answers. The total size of the population, which comprises the officer; key account managers; and sales executives is about 48. Since this is too easy to manage, census is the technique used to conclude the study.
From the total respondents, 38 of them responded in the given time and thus the response rate became 79 %. From this, 35 were considered valid and were used in the final analysis. The 3 were eliminated because of some errors in filling the structured question. From those who successfully responded, 32 were sales executives and the rest 3 were managers.
Measurement Reliability and Validity
A construct is said to be reliable or consistent if it brings same result when we use it multiple times (Bhattacherjee 2012 ). Since we used multiple-item construct measure to the respondents, the extent to which respondents rate those items in a similar manner or in short the 'internal consistency' was estimated after the survey by including all the items. The internal consistency of the scale items was computed using the commonly applicable method called Cronbach alpha. Thus, the overall reliability of the scale was found to be 0.915 (Table 1) To assure the construct validity, that is whether our measure adequately represents the underlying supposed to measure, theoretical assessment of validity was undertaken. Accordingly, the items were partially adopted from previous studies and partially based on the definitions given by different researchers listed above.
Besides, appropriate research procedures were applied to find the answers to the basic question. With this the construct validity is also assured. The data collected using the structured questionnaire were analyzed using different statistical tools in line with the research objectives. Assisted by the SPSS (version 20) package, descriptive statistics such as frequency, mean, skewness and kurtosis were used to explain the importance of each dimension as rated by the respondents, to check normal distribution respectively.
The inferential statistics were also used to test the hypotheses and to answer the research questions raised, such as to measure associations between the dependent and the independent variables and the impact of independent variables on the dependent variable. Correlation was used to explore the association of independent variables (strategy, solution, people, management, screening, government and culture) with the dependent variable (KAM effectiveness). Multiple linear regression was used to analyze the impact of each factor on KAM effectiveness.
Findings and Discussions
Descriptive Analysis
It may be important to see the mean score of respondents from each of the segments of the key accounts. For instance, as shown in table 2 below, most of the respondents from financial institutions accept the importance of 'strategy' (approximately strongly agree, mean= 4.714). Totally, respondents were slightly above the extent of 'agree' for the importance of strategy, solution, people, management and screening with a mean score of 4. 40, 4.46, 4.36, 4.38 , and 4.15 respectively in determining KAM effectiveness.
Unfortunately, the extended external factors namely: government and culture gained mean scores between the extent of 'neutral' and 'agree' which implies that respondents are either uncertain or have moderate attitudes towards the impact of these factors on KAM effectiveness.
Cumulatively, the two factors scored means of 3.62 and 3.96
respectively. The detail of the mean score each KAM dimension across the different section is depicted in the table below. 
Correlation Analysis
Pearson correlation (r) coefficient was applied to detect the relationship between variables. This was undertaken after checking the normal distribution. Accordingly, KAM effectiveness was found significantly associated with all KAM dimensions except strategy and the extended external dimensions at p<0.01. As shown in table 3 below, the correlation coefficient ranges from the lower coefficient value of solution (0.544) to the higher value of management dimension (0.633).
People and screening are also associated significantly (at p<0.01) with KAM effectiveness with coefficient values of 0.552 and 0.553 respectively. 
Table3: Pearson correlations coefficients
Regression Analysis
According to Daniel, L. (1991, p.421) , a correlation between two variables does not imply that one event causes the second to occur. Therefore, to know how the dimensions of KAM and the external variables determine KAM effectiveness and thus to test the hypotheses, multiple regression was carried out.
After checking normality of distribution, independency of residuals and multi-collinearity; multiple regression was carried out. A stepwise multiple linear regression method was followed to get the smallest possible set of predictors in the model. Besides, to obtain a weighted least-squares model, data points from the different sections of the respondents were weighted by the reciprocal of their variances. This makes the observations with large variances to have less impact on the analysis than observations associated with small variances.
The independent variables estimated to predict KAM effectiveness were strategy, solution, people, management, screening, and the other two external variables: government and culture. Using all these predictors, the stepwise multiple regression analysis resulted in three models. In the first model, the only significant predictor variable found at p <0.05 was management (model 1- 
Conclusion
The primary objective of the study was to examine the determinants of key account management effectiveness in the context of Ethio Telecom.
Accordingly, five organizational KAM dimensions (strategy, solution, people, management and screening) and other two additional external factors (government and culture) were hypothesized to determine KAM effectiveness.
The descriptive statistics show that all the independent variables, except the two additional external variables, scored a cumulative mean greater than 4.15 as measured using a five-point Likert type scale. This implies that these variables are important in determining KAM effectiveness.
Considering this report, correlation statistics was undergone to check the relationship with KAM effectiveness (dependent variable). Then, it was assured that significance association existed between KAM effectiveness and solution, management, people and screening. But KAM effectiveness has no significance association with strategy and with the extended external factors.
The independent variables are also interrelated except the additional factors.
Particularly, the stronger association of people and management indicates their interdependence.
To investigate whether the independent variables determine KAM effectiveness, regression was carried out. Thereby, it was revealed that solution, management and screening are the significant (at **p<0.05) dimensions that positively determine KAM effectiveness. These variables explained 53 percent of the variation in KAM effectiveness and are 75.6 percent related.
Implications
As drawn in the conclusion; solution, management and screening determine KAM effectiveness significantly. Considering this, KAM practitioners particularly the case company's top and middle managers as well as the key players in the key account department-key account managers and sales executives shall do specifically the below mentioned activities.
Firstly, key account managers and sales executives should identify and analyze their key accounts' requirements, special needs, problems and areas of dissatisfactions then proactively respond immediate and appropriate solutions through customization and/or innovation.
Secondly, the management should actively involve, support, and be committed enough in managing key accounts. Formalized KAM organizational structure and working processes shall be designed. A leadership approach that improves the relationship with key accounts should be also followed. It should also develop the capability of allocating and coordinating resources and the ability to motivate the dedicated key account management team. The personnel are very much dependent on the management's support, active involvement, and motivational factors.
Lastly, activities related to screening such as setting standard key accounts selection and deselecting criteria, reviewing key accounts portfolio, adopting KAM performance and key accounts' satisfaction measurement tools, availing supporting tools, and ensuring flow of information should be done for KAM to be effective.
Limitations and Direction for Future Study
This study tried to examine the determinants of KAM from the supplier's point of view only. But a different result can be found from the customers' point of view. So this may be a future area of problem to be investigated.
In addition, the applicability of KAM model can be better tested by increasing the sample size through including other companies that have adopted the approach. Because, our limited number of population certainly affected the result found.
Further tests on the applicability of the KAM model shall be also conducted by incorporating more items and factors that possibly explain KAM effectiveness since our model only covers 53 percent of the variation in the dependent variable. For instance, some authors considered the positive effect of 'competition' on KAM from external factors.
Regarding our second objective, evaluating company practice, also better result might be gained using additional data collection tools such as interview and by incorporating middle and top managers and also other supporting units such as marketing and network divisions. Therefore, these things should be considered in future researches.
